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3 0 APR 1957
MEMORANDUM FOR: Director of Central Yntelligence
SUBJECT: Role of the Director of Personnel
REFERENCE : Memo to D/Pers fr DPCI 4td 2L Jan 57, forwarding the

Ingpector General's paper, seme subject

1. This memorandum submits & recommendstion for approval of the Dirsctor
of Centrael Intelligence. Buch recommendation ie contained in paragreph 1l.

€. In section III of the attachment to referenced memorandum, the
Inspector General raises two issues which sppear to be central to the whole
problen. These are:

8. The division of responsibility feor perscnnel administration
anong operating officiale, the Career Services, and the Director of
Personnel; and

b, Qentralization of persormel efdministration ae against
decentralizetion.

{Once these issues have been resolved, the other questions asked in the peper
concerning the role of the Director of Personnel sre more readily answered.

3. In prepering this response, I have reed the regulastions pertaining
to personnel sdminisgtration and have talked with the senior Agsncy persomnel
officers located here in Washington. I can report that thinking among our
personnel officers strongly favors & substantial decentrelization of the
responsibllity for personnel sdministration to the Caveer Servicea.é-_/ In
their view, such decentralization will:

&, Fix responsibility whers 1t can be most effectively exerclsed;

b. Gusrentee Lo our pacple that their careers sre in the hands of
informed and responsible officiale;

¢. Provide s framework for sound planning with regard to pay
sceles and recrultment;

4. Reduce duplicetion of effort; and

17 A Career Service includes on its rolls all of the specialists in one
particular fisld; for example, the Logistics Cereer Service includes all
logistics officers 1in the Office of loglistics, in other headguarters
offices, and overceas.
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e. Make more effective our efferts to evaluate personnel, advance
the sble, and weed out the ineffective.

k. Cleerly, some of these advantages are alveady evident in our present
pystem of management. Trere has been a treni in this direction. It is my
recommendation that we continue to move along these lines, that any snbiguity
concerning the responsibilities of the hesds of Carvesr Services be removed
that the personnel mechanisms of these services be studled and gradually
strengthened, and that the office of Personnel sdjust its procedures and
prectices in such a way &s to be in full sugport of the Career Sexviced.

5, 1 meke this recommendation because T believe that the way to achieve
high standards of work performence 18 to encourage esch Career Service O
establish personnel stendnrds end practices suitsble to the operetional mie-
sions whisch the Ssrvice supports. Furthermore, the Agency has settled dowm
and bescme sufficiently integrated to permit e healthy degree of independence
and non-upiformity on the part of the Caresr Hervicesn.

6. There ave, of course, important ereas of personnel administration
which cannot be decentralized to the Career Services. The Deputy Directors
necesserily ressrve to themselves certain responsibilities. Wide areas of
executive respomsibility in the fiald of personnel msnagement will continue
o rest with operating officiels who, as executives, will sct both in behalf
of the Career Services whose pecople fall unler their command and of the Qffice
of Persounsl in such matiters as employee bensfits, travel, insurance, record
meintenance, and the like.

7. Finslly, the Dirvector of Pargonnel hee certainp staff responsinilities
end performs certain services of common concern which cennot be decentralized.
How these relate to the responsibilities of other Agency officlals 1s
aigoussed 1n peragraph B below.

8. Wnile I agree with the Inspactor Gensyal that further clerification
of the rols of the Director of Personnel will in scme measure contribute to
the strengthening of the Agenecy's personnel administration, it is evident that
the reputation of the Office of Personnel and of the Agency itself suffexs
bacause of our inability to denl promptly end effectively with the large nurbex
of cases of misassignment, overgreding, under-utilizetion and mediocrity. It
ig with these in mind that the fellowing comments are submitted on section II
of the Inspector Gensral's psper.

a. Folicy Meking

1). 1t is our position that personnel policy should be
developed both for the ipdividual Career Bervices and for the
Agency as a whole.

2). Agency policy will pecessarily be the more formal,
comprehensive, and anthoritetive. It will eontinue to desl with
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besic employes-erployer relstionships, fiscal matters, standsrda
of conduct, benefits and privileges, and the like. It will alwo
encompass all perscnnel policies bearing on overseas sexvice so
thet equelity in trestment will be guarsnteed to field personuel.
It is preposed that suggested changes in Agency policy be referred
t0 the Director of Persomnel for study before they are presented
to the Career Council and thet the Council centinue to act as the
principal Agency policy board in matters pertelning to personnel

administration.

3}. The development of Career Services policies will be eu-
couraged and supported by the Director of Persommel in the fields
of salary administretion, promotion, rotation, recrultment, sssess-
ment, snil elimingtion.

b. Hiring

1). It is proposed that the Office of Personnel 40 all of the
biring in the United Btetes for the Agency as a service of common
concern. It will be the responsinility of the individual Caresr
Services to &afine needs apd $0 rendar such professional assistance
to the recrultment etaff of the Office of Personnel as may be re-
quired, The Cffice of Personnel will coptinue to arrange for the
participation of intelligence officers in this effort.

2). 'The Director of Personnel 1s spec¢ifically responsible for
ensuring that Agency employment standerds sxe met.

3). A regulation on the subject of recruitment and screening
of perscmmel 1s needed and is in the process of being drafted. This
regulation will propose that hiring be based on anticipated needs of
the Career Servicesz rather than on position vacancies in operating
components and will esteblish adequate mechanisms for the evelustion
aod sersening of incoming personnel.

4). Our reason for centering recruitment policy plsmning in

the Caresr Services is to promote the efficient use of personnel on
duty and to provide for recruitment only to mset net requirements.
Biring to fill T/0 vacancies is certainly a causs of overstaffing

in some eategories.

1}, The O0ffice of Personnel should asslign all nev employees,
with the exception of Junior Officer Treinees, to the appropriate
Gareer Service. The suggestion msde by the Inepector Ceneral that
s Career Service be suthorized to return unsatisfactory wsmployees
at the conclusion of three monthe has grest merit and will be the

3
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subject of cur immediaste mttentiom. C(ertainly, such procedure
will ensure betiter assigrments for some end an eerly separation
for others.

2). The Office of Persounel has taken the following actiocns
which will indicate the direction of our thinking with regard to
the problem of reassignment:

a). Drafiing of an Agency regulastion which sets forth
the procefures to be followed by an individusl desiring

reassignment.

b}. Establishing e specisl sssignment committes, with
Carser Council approval.

e). Proposing to the Deputy Director (Plans) that
procedures be worked out which will provide for the immediaste
esgignment of persomnel retuming from the fleld and thus
bring en end to "hall-walking."

3). In ad8ition to these measures, it is the intent of the
Director of Personnel to work with the Deputy Directors and the
hesds of the Career Services in sn effort to eliminate the mal-
practices aesociated with “shopping."

4. FPromotion, Discipline, and Discherge

1). It is belleved that the competitive promotion system in-
troduced by Regulation[  |is sound. Regulstions pertaining 25X1A
to discipline ani dfscharge are sound insofar as they recognize and
protact the rights, privileges, and benefits of the employea, The
role of the Director of Personnel in these matters 1s sccurately set
forth in these regulations. It is believed, however, that the
Agency's mechapisms designed to identify unqualified persomnel and
srrange for their relesse mist be sherpened very considerably. The
full responsibility for ensuring that such sctions are tmken should
initially rest with the Career Services. Procedurss pertaining to
the selection of psrsonnel for the Agency's Career 8taff should be
changed to enphasize this responsibility and to relieve the Examining
Panels of much of thelr present "pick and shovel" work.

e. VWage Clmssification

1}. The Director of Personnel should be responsible for the
siministration of the Agency compensation program--gpecifically,
the development and spplication of pay plans, wauge schedules, and
job evelustion procedures. BHe should work with the heads of Career
Bervices and operating officisls s0 as to be aware of problems in
compenssting persounel feced by theee officials and to establish
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understending and sgreement of the facts which influence and deter-
mine pay levels. He must necessarily keep in cloee touch with
externel pey levele and salary sdministretion practices, govern-
mental apd industriel; make internal adjustments ae appropriaste end
allowable under Agency compensation policies, and submit to the
Caxeer {ouncil changes of a policy nature.

2). Job evalustion should emerge as s more positive and useful
toel to personnel management in the Career Services. We believe
that the Office of Personnel in cooperetion with the heads of Career
Services should determine and meintein, through use of job svaluation
techniques, "a basic table of staffing reguirementd’ for each Career
Bervice. This tsble should be carmprised of the nunbers, types
(occupations, sge groups, physical qualifications), snd levels of
perscnnel which each Career Service should ineclude %o provide for
sffactive support of the Agency's operational programe. It could
well include, in eddition, s smell reservoir of personnel in train-
ing for replescement end emergency assignment purposes. This device
will enable the Cereer Services to know where they stand with regard
to current personnel assets as cpposed to current and planned future
staffing requirements. It will also make possible more satisfactory
personpel planning by the Career Services through pointing out the
changes in the conposition of each Career Service to be attained
through promotions, training or retraining, trancfers between
Bervices, career planning, and recrultment, so that the proper bael~-
ance of personnel essets mey be schieved. In the long rum, the
"basic table of staffing requirvemsnts” for sach Career Service will
form the basis for the curtailment of the size of its professionsl
staff. It will alsc serve as & base for bufigetary planning and will

provide a means for controlliug the average greie.

1). The Director of Personnel, working with the heads of
Career Services, will undertake to develop en iuformal roster of
prosieing officers and to arrange for thelr formsl and on-the-Job
training 11 the interests of management development.

2Y. It 1s proposed that the Deputy Directors inform the
Director of Personnel on s continuing and confidential basis of
all openings for senior personnel. With this information at havd,
the Director of Perpomnel will be sble from time to time to suggest
cardlidates for such ponitions, thersby stimilaeting rotations.

8. Traiping The Inspector General's remarks
, . on these subjects are agceptled,
B Comtrol and no further comment seems
1i. Wﬁlfm, other fwa‘laﬁ‘ Bervices ( necesgaxy at this tm- .
5
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9. In accordeance with psragreph £ of reference, this memorendum has
been Aiscusded with and
was revieved in det y er Council on o T . saresr
Councll councurred in the memorandum as subuitted and requested that the
Dirsctor of Personnel keep the Council informed ss elsments of the program were
implemented. The Council also requested that he present to the Couneil one
year from dete s general review of the then current personnel sdministration
system. The Director ef Personnel will be guided by the comments he has
reeeived from and members of the Council.

0. COMCLUBION:

The Inspector General's paper hes served to focus the attention of
the senior members of the Office of Personnel on basic organizational problems
realating to their work, They are unanimous in their belief that solutione to
these problems, eet forth above, are appropriate to the needs of the Agency and
¢an be spplied to the present system of personnel administration with but minor
ehanges in our regulations.

1i. RECOMMENDATION:

It 1s recomnenfied that the responsibvility for Agency personnel
administration be &ecentralized to the Usreer Services to the
degree and for the purposes given above.

25X1A

o & e a bt ca o

GURDON M. BTEWART
Director of Persomnel

The recamendstion in parsgraph 11 is APPROVID.

Director of Centrel Intelligence Pate
Digtribution: ‘
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